AG Tan- Welcome to the latest edition of the Ask QueBIT About Analytics Podcast brought to
you by QueBIT the trusted experts in analytics. Our goal is to cut through the jargon and hype
around analytics and data science and share practical advice to guide you on your analytics
journey. You can find us at Quebit.com. That's Quebit.com. Thank you for joining me today. I'm
AG Tan. Hi everyone. This is AG Tan from QueBIT. Welcome to this week's edition of the Ask
QueBIT About Analytics Podcast. I'm joined today by Lance Antwine who is an implementation
manager and very experienced consultant and leader at QueBIT. Lance has a CPA and the
technology expert and he has worked for many years and helping companies implement financial
planning, reporting, and analytics solutions. So welcome Lance. Thanks for joining us today.

Lance Antwine- Thank you, glad to be here.

AG Tan- Lance you've been a consultant and worked in this business and companies for a long
time, you have experience in a wide variety of industries. | know including insurance, and
telecommunications, banking and so on, but today I was hoping you would talk to us a little bit
about your experiences working in life sciences and biotech. | know for a fact that you did a
series of projects at a biotechnology firm and maybe we can start off by you telling us or
describing the landscape at this company and the kinds of challenges or business problems that
you were engaged to help them with.

Lance Antwine- Sure yes, the biotech company that | worked at was a very interesting project. |
got to look at different types of groups that not only were working with financial planning. But
also some of their research development and things like that which made it very interesting. One
of the projects that | worked on we actually tried to determine the cost of a product that they
were taking to market. So we would have the have it all the way from the beginning of a few
molecules that were put together in determining the cost that it would take all the way through to
get it to the FDA approval and it was a lot of calculations a lot of things that | had not ever
worked with or ever even thought about before but that's what made it very interesting and |
worked very closely with one of the scientists there to help me determine exactly what those
calculations should be. They already had them in Excel, but we obviously wanted to get them out
of Excel and get them into tm1 so they could be more automated and so we looked at those
calculations and just duplicated what he had in Excel and was able to come up with the cost and
be able to automate that cost a lot more quickly for me.

AG Tan- So you mentioned tm1, which is a technology not all our listeners may be familiar with
and let me just say tml is now called IBM planning analytics and it's a platform that serves as
you could think of it as a database that can live behind Excel to help support Excel with its data
management challenges. Is that a fair description?

Lance Antwine- Yes, it is and | do have a hard time breaking myself from calling it tm1 because
that's what it was for so long, but it is planning analytics now with IBM and it is just a software
program that we can use to pull data in from lots of different sources. We can pull it in from
financial sources. We can put it in from HR sources we can pull any kind of data source. There is
SQL database or anything into planning analytics. And once we get it into planning analytics, we
can then create rules and processes and things like that to help with the calculations that may be
needed for whatever forecast or budget or anything like that might be needed.



AG Tan- Now great thank you now, | think the topic of planning analytics could be a whole
other podcast. So I don't necessarily want to go there today. But I think it's safe to say that Excel
is a great tool that's used for all kinds of planning and forecasting across both financial and
operational, you know functions and but Excel has got well known limitations of scale, right? So
a tool like planning analytics or other tool similar to it on the market and help alleviate that pain,
so maybe we'll get back to the biotech problem. So | just want to make sure | understand so you
said that this model started down at the molecule level and from there you were going you built
up a model of the cost of this drug, is that what I heard you say?

Lance Antwine- Yes, that's correct. So the drug in its infancy stage if you will is just a group of
molecules that they're putting together in order to create this drug. And in some cases they did
they may not even know which molecules are using so we would actually even have unnamed
molecules as an element that we are forecasting at the beginning, but you've got different phases
that they have to go through in order to bring this drug all the way to FDA approval and so phase
one some of those molecules actually won't make it to phase one or make it from Phase 1 to
Phase 2, and so there's different cost and different calculations that would be needed in order to
appropriately figure out what the cost is for this drug all the way from its beginning stages
through to phase 1 phase 2 all the way to FDA approval.

AG Tan- Wow, so sorry, I'm still wrapping my brain around the cost of a molecule. So I guess
this is almost like a bill of materials for a drug in a way.

Lance Antwine- It could be yes. It's again. It's a lot of a lot of things that we had to rely on the
financial scientist if you will at the biotech company to help us understand and be able to write
the correct calculations because it's a lot of things that you know, honestly I've never been
exposed to until | was at that and so that's part of what we have to do as consultants is not only
know the software in the tool that we working with, we also have to be able to get into the
business side of it and be able to understand a little bit about what the business is going on and
then be able to create recreate that inside of our software tool in this case plenty analytics. So it's
trying to determine some of those costs of those costs are associated by at the molecule level,
some are other parts of the R&D phase that's needed in order to produce with the caution.

AG Tan- So would it include people costs and facility costs and stuff like that as well?

Lance Antwine- Yes, it would absolutely include everything that is involved with trying to
create that drug and take it to market including the people and the facilities and things like that
that are involved.

AG Tan- And so once you have that cost established does that then feed into some kind of like
long term and | guess what I'm looking for is words to describe the whole ROI aspect of this
product. So it does it feed into an ROI calculation as well. I'm just imagining a flow over time.
The cost is happening up front when you're doing R&D, but then you're anticipating that revenue
will come later. So get this feed into that sort of model as well.



Lance Antwine- Yeah, it actually did the next model that | worked on after this R&D model was
called the business plan. So it actually fed into their business plan model, which was kind of like
a strategic plan that would go out for 10 years. And so these cost calculations within feed into
business plan and then we'd have other costs and revenue projections and things like that and
business plan so that they could come up with their strategic plan for 10 years out.

AG Tan- So what these the same what you working with the same people for both of these
projects the R&D plan and then the business plan or were you somehow the link between them?

Lance Antwine- | was actually the link it was different people in different groups. It created the

R&D model first with intentions of then moving to more of a finance group that was in charge of
the business plan and the strategic plan and so | moved over and started working with a different

group of people for that project.

AG Tan- How unusual is that? Because one thing that I've seen, you know being a consultant
myself for many years is that sometimes groups especially in larger companies don't necessarily
collaborate or feed data to each other really well, and so | wonder whether well, I imagine this
was a huge benefit right that one model load into another and the part of me is like wondering
whether well, I assume that the benefit of that was appreciated

Lance Antwine- Yeah, | think this company did actually work a little differently than probably
most of the companies I've been at and the way that they kind of operated differently. As they
actually had a finance group that the only thing this finance group did was to pull together other
finance groups to be able to help make synergy between all of them. So it was a bit it gives a bit
unusual, but they were kind of coordinating everything even though I was working for different
groups for the different models. The consistent part of it was there was another finance group
that I actually was given direction to go to these different groups and kind of put them together
with the different models that out.

AG Tan- Oh, that's great actually, so there was sort of an orchestration group that that was
directing the orchestra if you will and if you went from the string section over to the brass
section, right?

Lance Antwine- Yes, exactly.

AG Tan- How did they even do this when their only tool was Excel before you came along with
you know with the planning analytics platform to help with the data management aspect.

Lance Antwine- | don't think well, I think they didn't do it very well. So they were each group
kind of did their own set of modeling within Excel, but I don't think it was very much
communication. | mean as far as the R&D talking to the VP then obviously they had to get their
data to them and they would do that by sending over their Excel spreadsheet calculations. Here's
the data you can put into your business plan. But it obviously was kind of hard to do that for
them. It took a while to do it. And things can certainly happen just by transferring Excel
spreadsheets over to another room.



AG Tan- | also imagine that introduced a limitation, you know, so the benefit of having a an
analytics platform specifically for finance like, you know planning analytics, but as | said earlier,
you know, there are other options out there as well. I imagine that the quality of what they could
do would have been much better. I mean presumably they could now go down to a much greater
detail than would have been possible in Excel or did they not try to do that? Maybe the solving
the problem of moving the data was good enough.

Lance Antwine- Yeah, I think it gave them a lot of flexibility. But I think the real issue was just
trying to make the data more ready. They could calculate it much quicker the cost they can pull
in the data from the different sources that they needed much quicker. It just made it a lot more
efficient and then you know from there you can start looking at the different detail level that it
gives you but I think in the beginning it was just more making it a lot more efficient forever.

AG Tan- Right, so by making it more efficient that bought people more time to focus on high
value improvements to the process for example.

Lance Antwine- Right exactly, then they can spend more time kind of analyzing the data rather
than just putting the gate data together,

AG Tan- Right, that's awesome. But the last section of our podcasts I really like to ask for
helpful tips and tricks types of things. So in the example of this biotech company that you
worked with, is there anything that you can pinpoint as you know, good practice that made it
more successful or any pitfalls that you would help people suggest that people avoid can you
maybe talk a little bit about that? What makes it successful or not?

Lance Antwine- Yeah, sure. | think you know as | mentioned before one of the things that really
make this project and all of the projects work together was the centralized route that was in
charge of kind of dictating which models needed to be built and then which models were kind of
talking to each other so that worked really well. It's not something that usual in most companies |
go to but it really helps to kind of pull everything together and make them talk to each other very
well, you know again that kind of goes to having some management that buys into to the whole
process as well. If you've got upper management that really pushes being able to do this type of
modeling this type of project and that always makes the project go a lot easier as well. Also, I
think that being able to sit down with the person or the group that your group of people that
you're trying to work with trying to really understand their business, even though it may not be a
business. You've actually worked with before just having them show you what they're trying to
accomplish show you the in this case. It was Excel spreadsheets calculations being able to see
that final output really gives you a good indication of what they're looking for what they're trying
to accomplish, and then I could take that and put it into software that we have and make it
duplicate. Basically what they were doing except now with it being in our software or in
planning analytics that we were using that it makes it work much more efficiently and what
calculates much quicker and as we said, they'll have a lot more time to be able to do the analysis
part of it rather than trying to just pull the data and the numbers together.

AG Tan- Right, so that brings up I think to sub-questions I guess or to follow-on questions one
being it sounds like they either had somebody with a strong and clear vision for how they wanted



all of this data to flow that was able to because you could have a team whose job it is to
synchronize between all the other finance teams, but if they don't have a clear picture of where
they want to go | can imagine that it might not be all that helpful. I guess. My first question is
were you aware of there being an individual or a team of people who were consciously working
towards defining the vision for how things should be?

Lance Antwine- Yes, | actually did the person that | worked with a lot from this group was one
of the directors of the company directors in this finance group and he had a background kind of
similar to mine. He had been in the finance world. He'd also been in technology selling
technology even, and so he knew a lot about how to take what they were trying to do and pull
this together and make it work and gather a lot of synergy out of doing that. So he was very
helpful. I did know going in that this would who is who | would be working with he would kind
of be directing me between the groups and helping me go from model to model in the pool all
those models.

AG Tan- Now that that's great and then the second follow-up question then which is related. Is
that having somebody like that is really valuable, but then you also need the people that you're
ultimately going to work with to have bought into it sufficiently so that they can prepare well
right? Because in order for them to sit down with you and go through their calculations and their
Excel spreadsheets, they will, you know, presumably need to have prepared for that and had a
kind of good idea of what you needed in order to immerse yourself and what they were doing.

Lance Antwine- Yes, absolutely. And I think that's you know was his role and it was very
critical for him to you know, again, I mentioned a little bit earlier having buy-in from the
executive level and this was kind of what this was. | mean, we had an executive that was had the
vision had the big picture of how all of this should be pulled together. And then he was directing
everyone to do their part to help out to make this successful. And if you've got that that buy-in
from management that is telling the people that ended the company that they need to help out
with this project. Then they're usually a lot more attentive to trying to make sure that this project
gets successful as well. So it worked really well from that standpoint. 1 think that's a big part of
having a successful project is having everybody bought into this is a good idea. It's going to help
us out. It's going to make our lives easier. It's going to help me to do a better job and if you got
that kind of buy-in then and usually works out pretty good.

AG Tan- Now that that's great. So | guess | guess the project was successful.

Lance Antwine- It was it was very successful. We spent a lot of time there, but it was a lot of
time because we kept doing model after model and each model was successful. So they continue
to have us continue to the next model and we probably ended up working on probably six or
seven different projects and models during that time and we were able to make all of them kind
of talk to each other and not a lot of good value to the company.

AG Tan- So | don't think we have time to get into all the models that you did. | mean you named
the research cost model and then you named the business plan model. So can you name some of
the others or maybe they were sub-models of the business plan. You just write out a few ideas.



Lance Antwine- Yeah, we did have we had one that was kind of a typical fpna type model just
pulling in actual having some calculations to do the forecast in the budget for the current year
and the future year or the next year. We also had one that was credit. So a lot of times when they
would sell drugs to especially the government they would set up different levels of sells. So if
they if they said they were going to sell a million dollars to this particular company whenever
they hit a million dollars and they would get a credit or a rebate because they hit a certain level
or if they had two million or whatever the criteria was and they would give them a credit and
rebate. So one project was to kind of monitor the different contracts that they had with different
customers. And when it hit that certain level to be able to calculate and actually issue checks
based on what their credit and rebate would be when they hit those different levels. So it was
some interesting different types of projects along with, you know one's working together. We did
have another one that was just simply working with purchase orders and making sure that when
they hit their purchase order it would actually accrue their purchase order amount each month
based on what they spent what the cost was the prior months of cruel things like that and it
would calculate what their accrual was for the next month. So it was some ones that were not
always flowing into the same model but then we had some other ones that were all part of the
same model as well.

AG Tan- Now that that's really cool. I mean I really love | mean | have a passion personally for
integrated planning right pulling all of these things together and having them flow in a way that
really adds a lot of value to the organization. And when you mentioned the standard fpna models,
| presume you were talking about income statement. Was it also the balance sheet and cash flow
or?

Lance Antwine- Correct, yes.

AG Tan- Awesome, all right. Well, 1 think we'll leave it at that Lance. But I really appreciate
you joining me today.

Lance Antwine- Thank you enjoyed it.
AG Tan- Well, that's it for today. Thank you for listening. We would love to hear from you. Do

you have anything you would like to Ask QueBIT About Analytics? You can tweet us at
AskQueBIT or email us at info@quebit.com. That's info@quebit.com. Until next time.



